If we are to create schools that are generative and proactive places designed to fulfill the dual purpose of en cultu ration and equ al acce ss to k.now ledge, we must attend to the lead er behavior of school principals. NOT Reflection on what makes a !I<>O<I leader atld the tacticS.
strategies and/or prooos.ses good leaders use is oot new: Soc· rates. Plato atld Lao Tzu sponsored such issues. Almost every p!.>"1dit 00 the educatooal SC<'li"J(l has a lavorite tactic. stralegy. and/or process that wi l as.s.ure Sludent success il oo ly the prin · cipal were to di li ge ntly practice the tactic. strategy and/or process. (Atldrews. Basom arxi Basom , 1991) Some writers who offer such antidotes. such as Glickman (1991) . suggest that the role be weakly and narrowly delined atld practicOO as ' tOe coordinator of teachers as instructional leaders". On th e cO<1trary. a substantial group 01 researchers and writers (see lor c,ample, Moe atld Chubb. 1990; Andrews. Soder and Jacoby, 1986; Brookover and Lezo(te, 1977; Cawdl. 1984; Ecinonds. 1979 . 1982 : Lipham. 1981 Purkey and Smith. 1982; Andrews and Soder. 1987; MC>rtmer 1989; Heck. Marcoulidas aoo Lar· sen 1990; Smith and Andrews. 1990: Andrews and MorefiekJ, 199\; Bennis. 1989; and Senge, 1990) have cordJded that rue to tOe relation$l1 ip between leader beI1avior and organizat>:>nal productivity or the causal connection between principal beI1avior and student achievement. to weakly or narrowly define the lead· ership role 01 the school prindpal is also to weakly define the treatment effect of schools in a posit;"'e directioo. partloularly for ctlildren of color and children from p;:><:o" farrilles. Th ere are &Orne fundamen1al ootions that schoo acltrtirlis· trators are obliged to do in a com,," lsory SyStOO1 01 scOOoli ng . Those who becOO1G educationa l leade rs aSsume enormo us obligations under a CO!1""pJIs.ory schoolin g system in a democ· ratic society. The most impo~a nt obligati on is to create good Richard Andrews , Professor and Dean. College of Education, UniverSity of Wyoming Bill Berube, Assistant Professor Margaret P. Basom, Assistant Professor schools. Much debate has ensued siooe the begiMing 01 our schooling SystOO1 about what is th e pu rpose 01 schools and what ar~ the characteristics of good schools. We cor>eur with th e two f"d ,," rpose of schools as set forth by Goodlad. Simtni k and Soder 11990HtJCUIturation and access to knov.1ildge. Schools are good. to th e extent that they fulfil this dual purpose.
In regard to the l irst pu rpose. er"ICultu ration. public sup· p:>rted schools have been Wewed as essential to induct youth into our cu!tu re. T his irJduction process has ~istor icall y been stated as educating tor responsibility as a parent. worker. atld cit ize n. Today. we must educate lor se ll-actua lization . Kerr (1987) reminds us that valui ng one 's self . ooe's plans. ropes and dreams aoo unique abi lities Is a w ltural achievement . To maintain self-respect, then. means that educatioo rrust iriIiato childre n and youth into a cultu re that respects the cu lture of the'r fam ii es. We must oow think 01 eoculturation as the extent to which educators behave in schools to tap the uniqo.>erless 01 each chid so that the chi ld can ma,imize his/he r pertormar"lC<l and selkoocept. Er"lCuituration is the ,,"rsuit of excellence. By eXCillIooce. we mean th e ext""t to which th e enviror>rrJo)nt in th e schoo ma,im izes the pertormaoce 01 each child. COr"lC<lrning the second purpose. access to k"""'edge. the most frequently and clearly articulated go.. l lor schools is prom"inQ ;"tellectual koowledge. There is a substantial 00<ty of evider"ICe that sug· Q<'8!s children corne to school after live to s<x years of tr~atmen1 in families where kr"lOWledge that is useful for success in schoo is oot equally distributed. Further opportunities to ga in access 10 use lu ll knowledge is also not equal ly distributed in most schools. POOf chi dren afld youth of coklr are on 1he short end of the ctstribution in both cases. (see lor example. Oa ' es. 1965; Good lad and Keating I~ds.). 1989; afld Ar"ldraws and Soder, 1985) Atihe hea~ of the issue of access to knowledge is eqU:ty. By eqUity. we mean the extent to which entry i{!vel diffe rer>ces among groops of chiio ren (white versus child ren 01 color. afflu · ent versus poor. s<ngie parent versus dual parent househokls.
etc.) are reduced oYGr time. A school is inst ructiOfla lji effect;"'e.
then. in the exte nt to wIlich the educators in the sct>cd oohave in ways tr.at promote both exce!1er>ce and eq uity in 1t>e pe~CO". ma"", of students in the school.
To fu lfi l this obligation , the most important task of educa· t>:>nal leadersh ip is to 1>uiKJ a stru cture of relationships within schoo ls SO that a ll child ren learn . T here is little qoostion that the school pmcipalshi p in th e American schooling system is a j>OWe~uI social instrument that is ellher r~active. biJreaucratic ano status quo oriented or gener ativ~. proactive aoo ctlange oriented. When school p rir<:ipals behave in a reactive. bureau. cratic man""r with a focus on keop<ng the status qlJO. they seem to focus 00 be ing sure that bad things oon't happen . Sohool p rincipals must do more than just behave in such a way that bad things 00 rI01 happe'1; prinCipa ls are obliged to behave in ways t hat ass ure good th ings ha ppen to all chil dren . The princ ipalsh ip is a toug h. dema nding job. The role is not for those who aspi re to lead 001 01 a desire to cont rol. 0' garn fame. or simply to be at the C9nter of the action . but for those who want to design. teach and provide stewa rdsh ip to create con<:itions for h>gher Ie.els of leamirY;l to r the development of Our most preoious resOu rCe-<J ur ch ildren. (A ndrews and BerU:>G. 1991 . in press) f'lincipals must decide to oohave in such a way that each ctlild in an elementary school wil l reaoh 6th grade "" tint~ v.1th the knoI'o1edge. criti cal·thi nking and problem·sotlling skills nec· essary to enter the secondary ",,1>:>0 1 experience. 00 maner what. Every secondary school principal must decide that it is his/her job to enSun) th at each secotldary school student will graduate from ~ig h schoo on t ime and with the knowledge, thinking atld problem'soIving skil s """essal)' to become as"", cessfu l. productive adu lt. Pri r>eipals are obliged to dockle that 00 student wit rece;"'e a decelerated remediation program or be soot Off to special educatoo for learning problems ,",less heishe
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EdllCBtiOl1al Consideralions, Vol. 20, No. 2, Spring 1993 is seriously handic.pped. What do we ~flQW aboU1 principal INder behavi(}l in schools where the pmc;p.I "" maOO sud! OOI'\ICIOIIO decasions. -..tIef9 principals smply reI\I$8d to "",,"pi the idea !hal • single 51Udenl will lail?
In 1979. RO<1 E<tnonds SIMed uS down" pa1l1 01 re-seard> and inquiry ...n;:;nl>ecame p.::>pIJa ri~ed as the "dec1iYe scIIoo;;>s' movern"n1. At the Marl 01 II\(! rl'IO\Iem.-.nt was a 100J8 on scl>::>ol Ie..el oordIions rath&r 1I\ar1 teach er eo-stOO&ni c!1aracterisl >cs.
Over the past <leCaO& we I\ave learned m..c:h aboot too COt"d. nwroce 0/ students. paf1icr.jartv poor r;hiIdren and children 01 coIOf The SIngle ~_ ~ 01 chillhn-. performance in eehooI is IMChers· petC<lJltion 01 the q~1ity oI1hei' ~ TIIatW-rgle QI"<NIt9St prediclol 01 teachers· percePtion 01 the qual. ~ 01 imtrueHonal lealSe< bellaW>i" ollho eehooI ptirq,at.
II we arO to craate school. thai a ro 9O"er"aliv'l and pr",-,~ tiv'l pllIoCe. designed to I "'I~I the dual purpose 01 &OOJ!l uratkln arid 8QUIII acc<iSS 10 knawIedge. we must anand 10 lhe 1e00e' behavror ot school principal$. loIuch lias been leamed over the peSl decade or SO abOul ellective I8adof Del\a'.llor. Does 1h81 reseatch Id UIl1hoa1 the school principat ' flO"" be "Rambo" eothe heto """"" _ A$ ~ the ptinapal prov\1:IM; !he design krr !he 1dIoot. Organ,zational de8ign is not rnovO'Ig box" and lines arooM 00 an nrgarizational chart. bul1;talting the gnvem;ng l<Ieas of ptJt'»OSII. v;siOfI. and ""'" va1001 by M"Oc!1 P"QIlIe We. _me. Ihe convertalion wi be """ of pow<II" and hope or a corrve ..... tioo as too many sd>OoIs thaI can beSl be OOscribed as kid and palenl bash in g. Tho conva,sal lon musl oom· munieale the visioo in bot h torrnal a nd Inlo rm~1 way •. That vision rroods to be one I'o'hic!1 has 1he capa¢ity \(l retate a com· peIIi'9 im age 01 & de$ir<I<I !<lata 01 a " a irt-th, kind 01 image thll1 induces enthu"",,sm and comm~menl in others" (Bennis and Naoos. 1985. p. 33}-a YisOo i'I whif;:h ~ move 11001 h;!v;ng ideas llu1t roster a seil· retianl. congeniill community ed<lP1"'11 to the cifCUfllStanceS ~ fW:ts engo,rlling it. to a comfI"UIity of learners """,,,,!e<II 9111po .. ere(l and wi\() can gene<ale oondrIiorrs of~. prog.."ss and hopelu'-•.
Spring lIif93
Util;zing every oppGriunily IG communlC'lla Ihe ~n should be a priority &ask tor !he buidiog principal. t/Ingllre lorms 01 wpport. In essence, th e prir-q,al l>ocQme, a brQl<e r of leachers, loo r idea$ ~nd expertise. The princiPllrs role is noI lo be all knowing ab<>UI a ll tnplcs. but 10 knQw t~. teachers. lhe l' $trengths and needs n orOe< I<> ITIIIke appropr1a1e matmes. The pMr::rpal musl .~, lea<:hers 10 becOIlle """" resporrs.trle leo-the" leaming by """""raging and p'ovId,ng guidance 0' _ resor.rces 81 needed. The pri,.qw then becomes a masIe. coach. a comm.ricalOr ....t"Iooo IJO<II is 10 enable tear::twn 10 Ql"OW lhrGU<Jh inlrospecIOo 01 tf;~tves 8$ teachers. This is
